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Developing A Statewide
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by

Alphonse F, Trezza
Executive Dircelor
National Commissicn on
[.ibzaries and Information Science

The last time [was in Minnesota, Tattended
a meeting of the Minnesota Library Associa-
tion which was held in some exotic place
in the mountains or lake country. I got
ther:: and discovered that thers weren’t
any scheduled meetings — you were
reiaxing, Ioafing and cnioying the after-
noon. When you finally started the late
afternoon meeting, you =t for about an
hour and then continued relaxing again. I
said to my friend. Bob Rohlf: “What does
MLA do?” He said: “We enjoy our con-
ferences.”

1 told someone | wanted to share a bicen-
tennial trivia note with you. I came acrnss
an itern which stated that on June 19, 1775,
James Winthrop, the Librarian of Harvard
Collage, closed the Harvard 3ibrary, picked
up his musket and went cff io join General
John Stark’s troop. He fought valiantly,
was wounded, and thus became the first
American librarian te shed his blood for us
on behalf of his Aunerican freedom and
independence. I thoughtyou'd like to kaow
that. In fact, the statement made the
recommendation that the Arnerican Library
Association set up a John Winthrop Award.
Developing a statewide library network is
the topic that is on the progrem. I guess
there are many ways to approach that
topic and it depends on where you want to
start. I could start by telling you what we
do in Hlinois and how we've done it. 1
could start by telling you what the State
of Ws:,hmgtnn has tned to de,Dr New Yark
The !mpaﬂgm thing is not to warry 50
much about the past, but to womry about

v.fhere yuu “re gaiﬁg i read in one nf ’thp

have a uctm} Mth tbe ’\egmtature rﬁfnny,
that instead of geiting completely tut. you
managed to restore most of what you had
hoped to get to fund your State program. {
think it was 34.1 million for the blenniun
instead of $5 million. You got $4 million,
and I think they wanted to give yeu 53
millicn; something like that. Well, that’s
great to get $4.1 million. | fhought it was
for a vear. Then, Bob Rohif told me that
it was for the biemnium, 1 say: Minnesefs
SHAME —you have 4 miilion people; 5
only fifty cends per capita. it seems to e
that it's time you did betier than ibat.
You've had systems for a long time in
Minnesots — a lot longer zhian many states,
You've done very well in inany ways, but
still have a tong way &6 #o.
In trying to develop statewide cooperation,
there's really no magic to it and thers’s
really no purpos: to it unless you uncer-
stand why you're doing it. I've been saying
the last few months that you and [ s
librarians are unique in many ways in that
we dedicate our lives to seiving people.
‘We™re not in a profession that pays alot,
Its not bad compared to whal it wsed tor
be, but it certainly isn’t as good as doclors,
lawyers, etc. We really work, not for our-
selves, bu! fer the people we serve. We work
in our libraries whether they’re small, or
medium, o large, to wxve our ehenteie
C(!GPETELICEH and statewide networks are of
no vatue if they don’t enhance that goal of
serving people. So then, your goal in Minne-
sota is no different than the Commission
has for the Nation as a whole. The goal —
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to make sure that each and every resident
in the 9zate of Alinnesota has access to the
vesources they want, when they want it
regardiless of the reason for the request.

‘Years ago, it you wunted to borrow books
on interlibrary loan, vou had to be in an
academic institation, you had to be doing
original research, or be a faculty member.
Public libraries oceasionally got around
those stticlures but, gererally speaking, i
was 4 very tight rule. 1t’s only been in (he
fast five years, mavbe tew vear inosome
gtates, bt five years in most states, that
ithe relaxativn of that rule of interfibrary
loan has taken place,

We maintain at the Commission — and Iam
sure you musl think this too = that it's
peally none of our business why 3 person
wanis a book. They have a right lo if
whither they happen 1o be ascholar, alay
person, a child, 2 housewife, you name it.
And, if they want it, that's good enough
for us. How do we make sure, then, thai an
individual who lives in a small town of 5C0
or 1,000 people has the same general access,
fiot in Lime mind yoiy, but in material, as 3
stusdent at the University of Minnesota who
has @ tremendous collection at his finger
tips and has sn automatic tie-in to 3 nation-
widz petwork, as imperfect g it is at this
moment, through intertibrary 1oan? That's
0uE Eoal.

Orie of the problems with service is that we
have to share in order to serve, tf we're
going to serve everybody, we're going to
hawe to share what we have, Sharirg is easier
saig tham done, Libranans have lalked
cooperation as fong as 1 cam remermber. 1
toid someane earlier tonight that ldecided
to become a lhraran when I was in the
eighth grade. [ don’t quite rermember
hearing this in the eighth grade, kbt cer-
tainly when I was in high scheol, i heard
about librarians cooperating. But, as] look
back mow, we gave it lip service, Oh, we ve
had certain basic things we've always dore,
but whien it really comes right down to it
we only coopetate if we think we're going
o benefit, And, if you read in [Hincis
Librarizs an article ¥ wrole some years 8go,
1 gave the defimition of cooperation &
“What can §do for you?’ That’s the whale
definition. When people in Tilinods used (o
say to me, “H I join, what do | get vul of
it?" I'd say, “Nothing and don’t peim, do
not become part of the [llinois nelwork

because all vou will do is hurt it. You'll
hurt yoursel and vou'll hurt the network
because your altitude is wrong. You're in
it only to get something. You're not going
to truly look at the good of the whele,
vou're going to look at the good of vour-
self and your institution, and that’s not
good enough.”

Your primary clientele is your immediate
responsibilicy, But your responsibility in-
vludes all of the citizens of the State of
Minnesota. In mx zase, all the citirens in
the United States. I told this to some people
whw are involved with the Regional Medical
Library Netwark. They were shorked that
1 would suggest hat they had a respons-
ibility greater than their own clientele —
the doctors, nurses, and all. Do you know
why? Because they look at it from & defen-
dve attilude of protecting what they have.
We all want to protect our territory. But it’s
rot your territory, it’s only yours feor a
emporary time while you’re passing
through. It’s yours to share;it’s paid for by
taxpaver’s money. [ don't care if you'rein
a private institution or a public institution.
There is nwt a private institution in this
coumtsy which does not get public fundsin
some ‘wiy, shape. or form. To some extent
sl of us are beholden to each other, and
the first miessage is to drop the shackies of
your terrilery and say ““What can [ do for
you, the ¢nizens of the State of Minne-
sota?” Then, you've got a chance, and
yvou're not going to worly whether too
mueh money goes Lo public libraries, or to
the state librartes, or the universities, or
anybody else. And, for those of you who
ave in large librazies, such as the University
of Minnesota, | read you a quotation: “To
whom much is given, much is required,”
(Luke, Chapler 12, verse 48), and that’s &
fact. I spoke at a meeting of the Associa.
tion of Research Libraries about a month
ago' pointing out for the third time in less
thann fifteen months, tha! they are the
“haves" and to them iz given the major
responsibility for making nationab net-
working operate. In this State of Minnesota,
it is the large institutions — the Minneapalis
Public Library, St. Paul Public Library,
Hennepin County Library, University of
Minnesota Library, St. Cloud State, and
Mankato. They are the ones 1 cam remeny-
per, and ithe ones which seem to have the
large coliections. in this State. It’s theip
responsibility to prepare to give, to give,
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and to give. As they say in the United Way,
“Cive until it hurs, and then give again.”
Only then de vou have a chance of getting
the support ,ou need from your state
legislature, If you wani to gel the state
legislature to support a statewide coopera-
tive program, you'se going to have to do
mote than alk sbout it, and you're going
to have to show how it works and what
would happen if you don’t get the money
to continue it.

You should work toward developing a single
mulitype librany network, You have
eleven systems in Minnesota Now, these
systems should cover ge sgraphically the
whole State. If they don't, the State
Library should extend tie borders so they
do. Whether all the counties have enterad
ar not is immaterial. Draw the boundaries,
and say (o county A, when you decide t0
join, that's your system. Whai you have
done is ended the problem of who goes
where At some point you have to make
decisions; that's the first one. Okay, now,
you have the State carved up info eleven
systems and geographically everybody's
covered, Al the moment, they're simply
public library systems, and that’s vour
first problem. isn’t it? How are you going
to make a change in the law so they become
a system which worries ahout the needs,
problems, and serviees of acadenic libraries,
public libraries, special Hbraries, and of
schoot libraries? It's simple. It really is.

About six or seven yeai: ago in Illinois,
when I was still at the American Library
Association, 1 was Chairman of the Ulinois
Library Associaticn Librasy, Development.
Legisiation Committee. [ perceived the
problem and decided the easiest way to
handle it was to take the exisling state
agency, the State Library, and to amend its
laws to give it the authority and responsi-
bility to coordinate total library service. I
worked on a draft of the law with the staff
of the State Library. We had hoped to
introduce the bilt the year before 1 becarzie
Director of the State Library, but, for some
remson, it was decided al the last moment
that it wasn’l a propitious time to intro-
duce the bifl, Shoetly after I became the
Director of the State {ibrary. [ took the
bill, witich had net been introdoced, Te-
worked it, updated it, and introduced it.
Who do you think formed my greatest
oppesition — some of the past members of
the staff of the Stale Library. When 1 was

going to do i for them, it was great; when
[ was going to do it because now I was
State Librarian, that was power grab. But,
if you're not accused of power grabs, you're
niol 4 true State Librarian.

The State Library is the only legal library
agency you have in this State of Minnesota.
You dor’t call it the State Library. You
agve a fancy name for it — OPLIC, or
something like that. If you'd pardon a
personal aside, [ think it is not as effective
as it niight be because you cut away part of
its guts, and it only has one piece of iis
responsibility. It still is, however, the only
state agency that can coordinate yaur total
systers, Don't eriate a new one. The hardest
thirg to do today is to try to get the legis-
fature to create a new agency. They won’t
do it. If you want to delay, if you wantto
sabolape state iibrary sysiems in the State
of Minnesota, advocate a new agency.
You'll kill it immediately, because it is
considered creating new bureaucracy and
today that’s nol very popular. We want to
give power back to the people — whateve~
that means. So, if you want to advocate a
new agency, great, that will put you back
ten more years. Now, if you want actien,
you take OPLIC and revise the law so that
it represents all types of libraries. Let's not
give it operating auihority, uor direct
authotity, because that's not what it needs;
only coordimating authority and respons-
ibility. OPLIC shewld have responsibility
fior de velloping and coordinating total coop-
erative library services for the State of
Mipnesota, including academic, school,
public, and special libraries. What is needed
is @ mandate by the legislature. It doesn’t
specify how to do it, and it doesm't say
OPLIC can tell public, academic, school,
and special [ibraries what to do. It simply
says thal they have planning and coardi-
mating responsibility.

The [ st step, then, is to get the legislative
authority. Obwviously, thal agency has to
have at least minimal siaff to do the jub.
That means it has to have a staff that has
some expeitise in the areas of academic
librarianship, public librarianship, school
librarianship, special librarianship, planning
and evaluation. You need a staff that has
this kind of strength.

1 told you abouf the law which was passed
in Qlinois which gave the State Library
responsibility. It was interesting that the

4
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lawyer who handled the bill for the Secre-
tary of State under which I operated was
very enthusiastic, and he somehow thought
that 1 should have more authortity than I
wanted. The law includes in it a State
Library Advisory Committee. They didn’t
have operating authority. They were
advisory, however, they were strong and
effective enoughso that the State Library —
I'm pleased to say — in the last seven years,
never failed to follow their advice. In other
words, I never went against the advice of
the Committee, Do vou know why? I made
sure [ selected the strongest persons in the
State to serve as members of the Committee.
We respecied each other, even when we
disagreed strongly. When we finally agreed
on a decision, we all accepted it and lived
with it.

No matter how well you word the bill,

vou may end up with some wording in it
which you have to change. It is easy to
change if these are technical changes. If
you write the taw properly, vou shouldn’t
have to change the substance of it. All the
law has to say is that the State Library has
the responsibility. You spell it out very
generally; you do not get too specific. If
we, in Illinois, wrote our bill with too
much detai! and specificity, we would be
in seripus trouble. Do you know why? We
would lose our flexibility.

Where you getinto the necessary detail is in
your rules and regulations which you
develop later after the law is passed and,
even then, you itry not to make it too
detailed. That’s the problem in Washington,
D.C., today. One of the comments made
by President Ford, with which I agree, has
iv do with overregulation in Washington.
In other words, some agencies write such
detailed regulations in order to implement
the law that the regulations are ten limes
as long as the law. They're so afraid of
themsselves they hedge every possible prob-
fern and exception. They really are well-
meaning people, believe me, but they think
of every possible problem and they hedge
and hedge and by the time Lthey are through,
they’re in a morass of detail. You go to
‘Washington and say, “Can [ do this?” it will
take them three days to find out if you
can do it. Make sure your law is writien so
it gives specific responsibility but leaves
details to rules and regulations. We drafted
the rules and regulations for the Ilinois

Systems Act st the same time we drafted
the Act. Many of you may not remember
this, but Bob Rohlf was our Project Direc-
tor and did the study for us in Illinois. We
finished developing the plan and the recom-
mendations by the end of October. Bob
was under contract with us until the end
of December. I asked Bob to draft sug-
gested rules and regulations. The advantage
was that people who worried about how we
were going to interpret the law could
review the draft of the rules and regula-
ions. They saw a package. They saw not
only the taw, but also how the State
Library intended to implement the law.
That removed some of the fears that we
had from people who thought we might
get too much autherity. So, it's another
suggestion to keep in mind.

You have the law. But the law is only a
piece of paper. What makes it work is
people. You have to have faith, and you
have to have no fears. There are two things
that cause most of our problems today —
fear and funding. As I said once before, I
think fear is a more seripus problem. The
fear that we're going to lose our authority,
the fear that we're going to lose our
clientele. There are some small libraries in
Nlinois, I'm sure there musi be some in
Minnesota, too, that won't join a coopera-
iive because they're afrzid their patrons
who have access to other libraries will stop
going to their own. That’s a real fear.
Another fear comes from those who seem
to think the minute they join a network
they'll be inundated with users. I said to
one faidy decent size public library in
Dlinois who had this fear — “It’s unlikely
that you would suddenly be flooded with
patrons from the surrounding area; believe
me, it won’t happen.” It’s unique when a
library is flooded with new patrons. Many
libraries have a nonresident clientele. They
come in and unless you have a guard at
the door who checks the identification of
every person, you don’t know who is really
using your library — a resident or a non-
resident. If you join a cooperative, you are
going to have some increase in users.
Usually, in the first month or (we, but
then it setties down.

It reminds me of the problems of integra-
tion. Some years ago when we were {ighting
the battle of integration of libraries, the
Blacks in one of the Southern cities fought
hard to integrate the local public library.
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They went to court, and they integrated it.
Bui in ordef to not have the Blackssit, the
library removed all the tables and <hairs
for everybody — so it was only a standup
library. After about the second month, the
use by Blacks dropped to practically nil.
And, of course, they put the tables and
chairs back. Someone asked one of the
Black leaders what happened. After fight-
ing so hard to integrate that library, why
did they give up? He said, “We didn’t give
up, we fought for the prmcnple and estab-
lished the prxnmple We don’t need the
central library, we're satisfied with ourown
branch. We want the right to go there when
we need it.”” That’s the point of coopera-
tion, People want the right to use your col-
Jection when they need it. They dor’t want
it. everyday. They’re satisfied with their
own library with its strengths and weak-
nesses. They're going to use you only when
they need you as a supplement. Now there
are exceptions but, generally speaking,
that's the rule. So drop your fears about
what cooperation is going to do to you in
terms of over-use, over-abuse — if you like
that term better. Say to yourself, “In the
long run I will benefit.”

Let me tell you another reason why vou're
going to benefit. There's not enough money
today, as you well know, We're living in a
time when we are experiencing a combina-
tion of recession and inflation. Money is
tight. People are voting against bond issues
ofall kinds. The Federal Govemnment wants
to cut Federal library funds. The state
governments are doing the same thing.
We're all having problems, right? We recog:
nize the fack that there are financial prob-
lems today. But, I remind you that five
years ago the problems were different, and
I remind you that a year from now they "l
be different again. There never is a good
time to ask for money forlibrary programs.
I've never known a good year in my 26
years of library work. Every year is a bad
one, Sharing of resources and working
cooperatively does result in a2 more cost
effective use of our limited funds.

When | went to the Illinois legislature in
1964 to fight for the systems money, | was
told by librarians that it was a bad year.
The State was having a battle for reappor-
tionment. We had a Governor who was
Democratic; the Senate was Republican;
the House was Democratic. I was told all
kinds of dire reasons why we wouldn’t get

funding. 1 was told that I should not be
too upset if our efforts failed the first
time — that it generally took two or three
tries to get new legislation passed..And, I
was furious. I was Chairman of the Com-
mittee, and I pounded on the table and I
said, “That’s not the way it is going to be.
If you think it is, don’t participate. You
should only stay in this room if you are a
believer. Either you believe with me that
it'’s going to work the first t;lme of leave.
We don't need doubters.,” Everybody
stayed. We were believers, and we did it.
Do you know how we did it? We were com-
mitted. We believed in it, and we worked
like crazy. And we worked together as one
unit. We, in effect, forgot our differences;
we buried then. Academic librarians fought
as hard for the Public Library Act as
public librarians did, and school and gpecial °
jibrarians as well. That’s what amazed the
legislature — that everybody was for the
samme program.

So, in Minnesota, if you want to really
move on to total cooperation, you're only
going to do it if you do it together. You
have to forget the fact that the University
of Minnesota is unigue, and that Minneapolis
Public Library has problems and work fora
common goal. And, you should not devise
legislation that is limited to one special type
of library. I am not sure we can support
large urban libraries by special funding,
That’s not the way it's going to happen. If
you do it right, they'll get that help. But
don’t separate it as special legislation —
make it part of a package — a total package.
Make it equitable so you can sell it to the
rural people, the urban legislators, and to
the legislators in the suburbs, as well,

In Nlinois, for example, we had the prob-
lem of Chicago and down State. With the
library program, we didn’t have that prob-
lem. We made sure that there was equity in
the program which was developed. Chicago
represents 31 percent of the population in
the State of Illinols. They are getting
approximately 29 percent of the State
funds from the formula we devised. That
was close enough, We had the Chicago
votes and the down S5tate legislators
couldn’t complain about Chicago getting
too much because they were getting their
fair share based on population, and that
was fine. In other words, you work at
developing equity, but you avoid catenng
to special interests, That doesn’t mean in
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developing a program and the funding for-
mulas that you don’t consider the special
problems, but vou don’t overemphasize
the special problems. Instead of giving
special attention to Minneapolis Public
Library, Hennepin County Library, or the
University of Minnesota Library, vou plan
for resource centers, You indicate you
require three, maybe five, resource centers
and that funds are needed to pay for actual
services provided. Accountability is what it
is. You don’t give flat grants. You provide a
small base grant and fees based on transac-
tions. For example, we give the University
of Iilinois a flat grant of $40,000 per year
plus $1.10 per search and $2.20 per fill.
F‘very time they search a request they get
$1.10. If they fill the request, they get an
additional $2.20. Then, it’s easy to show
the legislature why a given number of
thousands of dollars will provide for a
specific number of loans. We did so much —
it .ost so much, That's easy: that
accountability,

When it comes to systems, it's a little bit
different. You can’t devise your services on
the same cost basis. You can’t measure
what it costs to give audio-visual services,
children’s consultant services, collection
building assistance, und the strengthening of
the local library in many other ways. That's
hard to measure so you must try to do so
in terms of total services. Where you can
develop measurable statistics, you must do
so. | said the other day, in a meeting in
Washmgtgn that “Whether you like it or
dardf; you must have standards WhlEh are
quantitative with qualitative interpreta-
tions.” If you don’t have quantitative
standards, forget it. If you go to a legislator
and say I want exemplary library services,
he says, “What’s that?" If you say I want
to increase my collection from 50,000 to
60,000 and it's going to cost X number of
dollars todo, he understands. When you say
you have to have four staff members at
$10,000 each, he understands it. However,
when you say I want to have a better staff,
that doesn’t translate to costs that are
understandable. Performance budgeting is
needed — you have to be able to measure
services.

You've got to develop expanded and new
service programs and that requires long
range planning. Your State Library Agency
has been required for the last four years to

have a five-vear long-range plan in order to
meet the requirements of the Library Ser-
vices and Construction Act. This plan is
developed according to a certain planning
model. There are lots of planning models,
bul the particular one that we were taught
and have to use is called the CIPP model:
Context, Input, Process, Produet, in that
order. It’s continuous planning and evalua-
tion. At each stage of CIPP planning, you're
doing all four things. You're constantly
planning and evaluyating. The Office of
Library and Learning Resources, U.S. Office
of Education, had the Ohio State Univer-
sity School of Education, Evaluation
Center, teach us the model and how to use
it. The first year’s plan: weren’t the
greatest, but the second year’s was better,
and the third vear’s even better. Each year
we have to revise the plan. What you have
is a five-year plan starting with the current
year. Next vear you eliminate the previous
year and add the next year —it's a constant
cycle, The state agencies now have four
years experience. We've learned pretty well
how to do it. In some states, Illinois for
example, we now require it for all of our
systems. Starting January 1, 1976, a
system, to qualify for its funds, must file
with the State Library a five-year plan
which has to mesh with the State Library’s
five-year plan. We urge the systems to
require their member libraries to developa
five- year plan which will mesh with the
system’s plan. In other words, if you're
going to do planning, it really has to be
from the bottom up, as well as from the
top down. With such planning, you ean
have accountability at the loeal level,
system level, or state level. You'll be better
able to justxfy your bvdget request to the
state legislature.

It takes time. When [ first learned the
intricacies of planning, 1 threw up my
hands ard said, ““I'm going to have to have
two full-time people doing nothing but
planning.” The faculty at Ohio State said
to me, S0, and | said, “I can’t afford
that much staff.” Well, I didn’t start out
that way, but I worked if out. I discovered
that I had to give one staff member full
responsibility for planning and provide
some wther people part-time. I, too, had to
spend considerable fime on planning, Pretty
soon, we did learn to do our planning more
efficiently.

it was really most satisfying when, at the
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end of the first year while working on our
first revision, we looked at all the things
that we said we would do and saw what
we had accomplished. It was graiifying. For
the first time we could actually see that
what we had planned realy worked. We
were able to change the plan in those areas
which weren't successful. What did all this
accomplish? Well, it gave people faith in the
State Library. When we stated that, “Effec-
tive at a certain date academic libraries will
be part of the network,” they were part of
the network. People had faith that it would
work, And, when we said, “On a certain

network.” they consequently became
members,

Before I left the State, there was some con-
cern that school libraries would not be
invited Lo join the siatewide network on
January 1, 1976, as scheduled. ] made sure
hefore I left that the policy decision pre-
viously agreed to was implemented. In
Tlinois, today, every type of library has the
option, voluntarily, to join the statewide
system. Now, what are they getting for it?
At this point they are getting only two
services: interlibrary loan and reference,
But we built flexibility into our policy for
systermn participation. In any given system,
the system in working with its member
libraries, academic, speeid. school, and
public, can provide as much additional
activities and services as it wants. One of
the systems, for example, has adopted a
reciprocal library card that can be used in
the member academic, special, public, and
school libraries. There ate certain basic
services that systems must agree to provide,
But, beyond the basics, each system is
challenged to develop for its area those
corvices that can meet their special needs
and give attention to any special problems
peculiar to the system. Every part of the
State is different. Flexibility is the key
word. You build on basics. Everybody must
do the basics. Beyond that, each system
must be challenged to develop varied and
effective services and progrems — and each
system thus challenges the next one. If one
system does it, the members in the other
system ask why they can’t do it. In States
as large as Minnesota or Illinois, you're
always going to have diversity. You're
going to have weak syslems; you're going
to have strong systems; you're going to
have some aversge systems. You will never

have all strong systems. That's just not
normal.

The important point of it is that vou can
move zhead if vou want to. Minnesota can
have total cooperation tomorrow if it
wants tw. You have to do more than talk
about it. You have to make decisions, and
yoit have to take action. We all go to con-
ventions — ALA, MLA, and the others. We
all talk aboul what we're going to do; we
all get excited and then we go home and
that’s it. We go home, and we're so busy
doing the daily work that we neverdo any
of the things we discussed at the conven-
tion. Why don’t we follow-up on our good
intentions? Because we don’t provide for
the proper follow-up. We don’t get the
necessary commitment of time from our

problem. We should not bile off more
than we can chew in any one period of
time or even in a year, We should take one
or two tasks and implement them rather
than have a grandiose olan and do nothing.
In developing systems in Illinois, we started
.with public libraries; then academic; then
special; and, finally, school libraries. We
added them one at a time. When we first
started, our plan was to develop a multitype
library system in the following order:
public, school, academic, and special. In
reality, it didn’t work out that way. Realily
dictaled public, academic, special, then
school. Schoo! was the most difficult. Why?
First, there were more of them. Second,
they were the ones who had the least
number of professional libradans and
library service. Third, they’re the ones who
anybedy else. There were many reasons
why the schools became the last to be
added. But, the fact that we told the
schools that they would definitely be in-
cluded meant they supported our program
from the beginning. Do you know when we
fulfilled our commitment to support schaol
libraries? Three years ago the school librar-
ians came znd said, *Okay, you’ve bheen so
successful with public library legislation —
we want to get a bill through on school
library service, and we want you to help us
get it through.” Fine. Through the Library
Develnpment Committee of the Dlinois
Library Association we helped draft the
legisiation, In the procéss, we argued and
debated. The public librafdans and the
academic librarians became interested in
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the problems of school libraries and pro-
vided professional input along with schoal
librarians. We shaped a bill which was
acceptable to the Committee. Last year we
introduced it, worked for it, and success-
fully passed it. Unfortunately, the Governor
vetoed it. And it really hurt; it was the first
major piece of library legislation that we
lost. The legislation passed again this year.
The Governor. toward the end of the
session, announced a shortage of funds,
invoked a 6 percent cut across the board,
killing all new programs. He, again. vetoed
the school library bill. Now, you kiow, it’s
hard and discouraging. For two solid years
school librarians and other professional
librarians in the State worked very hard to
pass that Fill. What are they going to do
next year? What do you think they’re going
to do? They are going to go back to the
legislature again. They will not support the
Govemor in this year’s election.

The point I'm making is when you work
together — even when you fail — you still
pick yourself up and try again. You don't
give up if you believe in what you are
doing. Each time you fail, you study why
you failed in order to do a better job next
lime. For example, one of the reasons the
first school bill was not signed was that we
didnt do a good enough job of talking to
ihe Governor and his staff about the bill.
We worked harder the second time, but the
unusually tight economic situation hurt.
S0, each time you leamn.

Let me summarize my major points. If
you want tc develop a statewide library
system in Minnesota which will interface
with the national system, what you have to
do is try to get all types of libraries work-
ing together in one system, Don’t set up an
acadernic system, a public library system,
school system, and special library system
and then coordinate them. You will end up
with five levels of bureaucracy instead of
one. It's not necessary. One system is
enough; one bureaucracy is plenty. So,
work toward that goal. If you can’t do the
whaole state at once, take the one or two
areas in the state that are ready and work
on those first. Let them be the examples
for the rest of the state. Dun't force any-
bady to join who doesn’t want to. Keep
thermn out. All they're going to do anyway
is create disruption. We have 551 public
libraries in Dlinois. As of a month or two
ago, 542 had voluntarily joined the systems.

This represents 99% of the population. [
keep saying to my friends, the trustees of
those nine libraries, *I couldn’t care lessif
they never join the system because if they
don’t believe in systems, they should not
be members.”

One big problem is the fear of loss of local
autonomy. Evervbody worries about auto-
noimy. What does it mean? There are three
elements, as I see it, that are basic to the
preservation of autonomy. First, to main-
tain control of the budget, the local budget,
not the system's. Secondly, you need to
maintain control of staff, including the
hiring and firing. Thirdly,control of acquisi-
tiors and collection building. There are no
requirements in Tllinois system membership
that affects any one of those three basic
rights. Expenditures of system or state
money is decided by the system not the
local members. The system board has
control over these funds. Those funds are

system has the decision-making authority.
You can clarify the autonomy problem if
you require people to define what they
mean. If you don't agree with my definition
make up your own. But get your definition
straight and make sure people know what
you’re talking about. If they disagree, have
them define their terms. You’ll discover
that you are in agreement about 90 percent
of the time.

Why am I interested in Minnesota? I'm
interested in Minnesota because you're part
of a national network that we're trying to
develop. The National Commission on
Libraries and Information Science devel-
oped a plan. You've all seen it, I hope. If
vou haven't seen it, then you're not a very
good professional librarian, If you haven’t
read our national program document,
“Toward a National Program for Library
and Information Services: Goals for
Action,” by now, something is lacking in
your continuing education. It’s been avail-
able since July 1975 and it's free if you
write to the Commfission. It costs $1.45 if
you write to the Government Printing
Office. 'The national program document is
the result of three years of work. It includes
the ideas, suggestions, and comments, from
many, many people all over the country,
The Commission held hearings in every
geographic region. In addition, there were
hearings for special groups. We met with

ﬁchml librarians, academic and special
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librarizns, and with the private sector;
you name the group, we met with them.
With their input, we developed a program
dacument. The program document is a
concensus document, It has something in it
for everybody. I'msure you've been reading
reactions to it in the literature lately. You
get & variety of views, Some think it
great. Some think it’s not so great. There
are four articles and an editoral in the
current issue of Librany Journgl, Read
them, and make vour own judgments, But,
before vou make yvour judgment, read Lhe
national program document ilsell. Don’t
believe what vou read about it — read it,
and then decide for yourself. One criticism
is that this document is oriented toward
data processing and Lhe privale sector.
What's interesting is that the private sector
and the data processing people have accused
the Commission in writings and meetings of
being captive to the librarians. In other
words, [ don't know a group that doesn’t
think that we have represented the other
group better. What that means is that there
is a reasonable balance. The important
thing that counts is not whether you agree
with every word and idea. but that you
agree with the implementation of a national
program. Let’s not spend the rest of our
lives redrafting and refining a document. 1
could have had a nice easy job in Washing-
ton by simply doing drafts for the next ten
years. [t’s easy. But. you see, I just =an 'tdo
that because I believe in action. [ said to
the Commission that | wanted to work with
them because [ believed in action and
implementation, not in writing drafts. We
finished the document and published it.
And now we are wurking for implementa.
tion, If we say we're going to implement
objective one — which says to insure basic
minimums at the local level — then you've
got to make sure that the legislation we
recommend does the job you think neces-
sary to insure basic minimums in the State
of Minnesota, If we say, then, that we've
got to strengthen state library resour.es,
you've got to be sure that the legisiation
exists and the idess we push do exactly that,

We are often asked if we are going to go
Incal, state, regional and national — in that
order, Our plan is to work at the local,
state and national level. Where reglcmals
exist, we will work with them to the
extent that they have a program which fits
the national program. Regionals work

hetter in some areas than they do in others.
They work best where the states are
iimited in population and large in areas,
They become an unnecessary burden for
strong states. Thev become a necessary
operation with many states. WICHE is one
af the best examples of a regional organiza-
tion. They have a couple of states that
could be on their own, California, for
example. has been in WICHE for a long
time, but their participation is minimal
compared to some of the other states. We
do not get involved in each regional organi-
csation, We don't /v to determine their
viability or whether one is good and another
weak. We simply point out the problems
and rajse the diffieult questions, You can
join the national network as il develops
through the State of Minnesota. You don’t
have Lo go through any regional organiza-
tion. However, that doesn’t mean vou can’t

icipate through a regional if vou so

Firiefly, what is a national network? First
of all, it's not a monolithic network. The
best example, I suppose, is the telephone
company. You pick up a phone, and you
can call any place in the world. The
number of telephone companies involved
are many. 1 used Lo live in a8 world of
illusion thinking that Bell had cverything.
[ got to Washington and discovered that
my phone is under C&P, Chesapeake and
Potomac, not Bell = and it works just as
well as lllinois Bell. We plan to work with
existing operations and coordinate them.
For example, the automated programs of
the Library of Congress, the Ohio College
Library Center, Ballots, the State of
Washington's automated system, etc., must
be coordinated. In addition, there is
MINITEX, the Research Librares Group,
.5, Book Exchange, SOLINET, NELINET,
and many others. In other words, we hope
to pool what exists in an organizational
way, in a communications way, in an
operating way. We will impn::w;E what is
good; we'll ignore what doesn’t work, and
we'll create new services and organizations
only when we need them. At the moment,
no Federal agency has the responsibility of
operaling a national network. Current agen-
cies that could qualify, if given the legis-
lative mandate, are the Library of Con-
gress, the Office of Libraries and Learning
Reso srces, and the National Commission

itself. A new agency could be developed,
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but I ean assure vou that this is the last
option, We're not sure of the answer
we're still working on it.

We will start with what we have, as [ sug-

11

gested you do in Minnesota. Take vour
existing agency and, if necessary, amend its
organic law to do the job of planning and
coordinating a statewide multitype library
network.



